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SOME  GUIDES  FOR  IMPROVING  COMMODITY 
PROMOTIONAL  PROGRAMS  l/ 


Market  expansion  has  become  a  matter 
of  major  concern  in  many  agricultural 
industries  where  markets  are  soft  or 
declining.  Many  farm  groups  have  come 
to  view  promotion  as  offering  at  least 
a  partial  solution  to  the  problem  of 
strengthening  or  maintaining  markets. 
This  interest  in  promotion  has  increased 
to  the  extent  that  more  than  1,100  or- 
ganized commodity  groups  are  investing 
in  excess  of  $75  million  annually  for 
advertising  and  promotional  purposes. 
Thus,  sales  promotion  by  agricultural 
groups  has  become  a  significant  part 
of  the  marketing  activities  involved  in 
moving  farm  products  from  producer 
to  consumer, 


Although  promotional  expenditures  in 
the  aggregate  are  of  substantial  magni- 
tude, they  are  relatively  small  for  some 
individual  producer  organizations,,  In 
organizations  where  funds  are  limited, 
it  is  difficult  to  employ  qualified  per- 
sonnel with  specialized  experience  in 
the  field  of  advertising  to  execute  their 
promotional  programs.  In  many  in- 
stances, even  in  some  of  the  larger  organ- 
izations, the  leaders  have  limited  experi- 
ence in  marketing  and  are  largely  produc- 
tion oriented.  In  addition,  for  a  number 
of  these  organizations,  advertising  and 
sales  promotion  are  a  relatively  new 
undertaking. 

These  circumstances  raise  the  question 
of  how  effectively  these  promotional  funds 
are  being  employed  and  what  measures 
might  be  taken  to  improve  the  operations 
of  producer-promotion  groups. 


The  Economic  Research  Service  re  = 
cently  conducted  a  study  to  appraise 
the  present  operational  practices  and 
procedures  of  commodity  promotional 
groups  and  to  obtain  information  which 
would  aid  in  formulating  broad  recom= 
mendations  for  increasing  the  effective- 
ness with  which  these  programs  are 
executed.  Information  for  the  study  was 
obtained  from  a  survey  of  a  sample  of 
producer-promotion  groups,  marketing 
cooperatives,  commercial  food  process- 
ing  and  distributing  firms,  and  adver- 
tising and  public  relations  agencies  serv- 
icing agricultural  clients.  The  results 
of  the  survey  are  appraised  in  this  arti= 
cle  in  the  light  of  quantitative  research 
findings  in  other  studies  and  commonly 
accepted  views  of  the  necessary  ingre- 
dients of  effective  promotional  practices 
and  procedures. 

The  results  of  the  study  obviously 
cannot  present  a  complete  advertising 
or  promotional  guide  for  all  agricultural 
promotional  groups.  Nor  is  this  article 
intended  to  do  so.  Rather,  the  aim  is 
to  touch  on  some  of  those  aspects  of 
promotion  that  appeared  to  be  in  most 
need  of  attention  and  improvement  and 
to  stimulate  interest  among  producer 
groups  in  bringing  about  further  improve- 
ments, A  report  to  be  issued  later 
will  cover  in  more  detail  various  as  = 
pects  of  promotional  procedures  and  prac- 
tices along  with  recommendations  for 
making  improvements. 


Y]  Prepared  by  Peter  E„  Henderson  and  Wendell  E,  Clement.  This  paper  is 
based  largely  upon  a  study  conducted  under  contract  by  Northwestern  University 
with  the  Economic  Research  Service,  U.  S,  Department  of  Agriculture,  A  market 
research  report  covering  the  findings  of  this  study  by  Drs,  Harper  Boyd,  William 
C.  Gordon,  and  Ralph  Westfall  will  be  released  at  a  future  date.  Also,  other  research 
findings  of  the  Department  and  experience  gained  in  conducting  research  in  this 
area  are  utilized  in  supporting  recommendations  made  in  this  paper. 
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Role    of    Promotion    in   Creating   Demand 


One  of  the  findings  of  the  study  was 
that  many  officials  of  producer-promotion 
groups  did  not  have  a  clear  conception 
of  the  specific  role  played  by  adver  = 
tising  in  creating  demand  for  a  product. 
Advertising  is  not  executed  in  a  vacuum 
but  must  be  integrated  with  other  com- 
ponents of  the  marketing  mix  and  related 
factors  influencing  the  buying  decision. 
For  example,  it  is  doubtful  that  adver- 
tising in  and  of  itself  can  be  effective 
if  the  product  itself  is  not  right  or  if 
the  price  is  too  high.  The  sale  of  a 
product  is  a  joint  effort  and  the  culmi- 
nation of  many  related  production  and 
marketing  functions  including  production, 
transportation,  physical  and  marketing 
research,  personal  selling,  and  adver- 
tising and  promotion.  All  of  these  must 
be  integrated  and  executed  jointly  in 
order  to  have  the  maximum  impact  on 
market  expansion. 

When  advertising  is  viewed  in  this 
perspective,  it  is  apparent  that  any  pro- 
motional   effort    should   be   preceded  by   a 


thorough  analysis  of  the  marketing  func- 
tions  involved  in  moving  the  product  to 
the  consumer  and  the  major  factors  in- 
fluencing consumer  purchase  decisions. 
Such  an  analysis  is  particularly  impor- 
tant since  expenditures  for  the  various 
components  of  the  marketing  mix  are 
to  some  extent  interchangeable  --  that 
is,  given  limited  resources,  and  invest- 
ment in  one  component  may  be  more 
profitable  than  an  equal  investment  in 
another  component.  As  an  illustration, 
assume  that  the  prepromotion  analysis 
of  the  marketing  situation  reveals  that 
the  product  under  consideration  lacks 
adequate  distribution.  It  might  be  de- 
cided that  limited  investments  designed 
to  obtain  more  widespread  availability 
of  the  product  are  likely  to  be  more 
profitable  than  investments  of  the  same 
amount  in  consumer  advertising.  Only 
when  advertising  is  viewed  and  executed 
as  a  part  of  other  related  marketing 
factors  is  its  maximum  impact  likely 
to  be  achieved. 


Promotional  Objectives 


The  survey  findings  showed  that  pro- 
motional  objectives  of  both  commodity 
groups  and  commercial  food  firms  were 
couched  in  general  terms  such  as  "ex- 
pand the  market,"  "increase  demand," 
and  "achieve  orderly  marketing."  Gen- 
eral statements  such  as  these  are  not 
adequate  to  provide  the  necessary  guide- 
lines  in  developing  or  implementing  a 
promotional  program.  Many  questions 
which  need  to  be  clarified  are  left  un- 
answered. The  objectives  should  be 
stated  in  terms  of:  (1)  The  basic  needs 
and  wants  to  be  satisfied,  (2)  the  seg- 
ment of  the  market  to  be  developed, 
and     (3)    the     sales    level    to    be    attained. 

This  phase  of  promotional  planning 
is  not  easy  to  accomplish.  Some  market 
research  undoubtedly  will  be  required. 
The  value  to  be  gained  from  rather 
precise     investigations    at    this     stage    of 


the  promotional  process  can  be  quite 
substantial  in  enhancing  the  program's 
effectiveness.  Only  four  of  the  organ- 
izations surveyed  had  changed  their  ob- 
jectives within  the  past  10  years.  This 
is  rather  surprising  in  view  of  the  dy- 
namic nature  of  the  marketing  system 
and     consumer     markets.  Promotional 

objectives  need  to  be  altered  from  time- 
to-time  in  light  of  changes  in  such  im- 
portant factors  as  channels  of  distri- 
bution, nature  of  competing  products, 
consumer  incomes,  and  tastes  and  pre- 
ferences. 

Also,  the  promotional  objectives  should 
be  established  on  the  basis  of  a  real- 
istic appraisal  of  the  organization's  re- 
sources. The  findings  indicated  that 
many  groups  were  attempting  to  do  too 
much  in  light  of  their  rather  limited 
resources. 
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Promotional  Plans  and  Procedures 


Promotional  plans  and  procedures  in- 
volve formulation  of  the  specific  strat- 
egies to  be  employed  in  achieving  the 
objectives.  They  spell  out  how  the  organ- 
ization is  to  go  about  the  promotional 
task. 

One  of  the  important  decisions  that 
must  be  made  is  how  each  activity  can 
be  integrated  into  the  total  marketing 
plan.  Practically  all  of  the  groups  sur- 
veyed  considered  their  promotional  pro- 
gram as  a  distinct  and  separate  activity. 
Only  a  few  of  the  commodity  groups 
viewed  their  program  as  an  integral 
part  of  the  other  marketing  activities 
such  as  pricing,  personal  selling,  and 
distribution.  Some  may  view  coordi- 
nation of  marketing  functions  as  an  im- 
possible course  of  action  for  a  com- 
modity group.  Yet,  it  seems  that  the 
commodity  groups,  composed  of  produc- 
ers and  shippers,  could  with  some  ef= 
fort  become  a  catalyst  and  the  focal 
point  for  developing  a  coordinated  mar- 
keting plan,  since  producers  and  ship- 
pers furnish  the  financial  support. 

Another  important  decision  which  must 
be  made  is  the  selection  of  an  effective 
advertising  appeal  and  the  appropriate 
media  to  carry  the  advertising  message 
to  the  desired  audience.  This,  of  course, 
is  facilitated  if  the  objectives  are  spe- 
cific enough  to  indicate  the  particular 
audiences  to  be  reached.  Evidence  in 
this  study  indicated  that  by  and  large 
the  groups  studied  failed  to  specify  the 
audience  they  wished  to  reach  with  the 
result  that  there  was  no  real  basis  for 
judicious    evaluation  of  alternative  media. 


Audience  definition  implies  a  variety 
of  individuals  and  marketing  institutions 
having  some  effect  on  the  purchase  of 
the  commodity.  In  addition  to  identi- 
fying these,  their  relative  importance 
in  terms  of  market  expansion  should 
be  estimated.  Such  analysis  provides 
a  more  concrete  basis  for  evaluating 
alternative  means  of  best  communicat- 
ing with  each  audience  and  the  costs 
involved.  The     group's    agency     should 

be  requested  to  assess  the  relative  ef- 
fectiveness of  each  media  and  show  evi- 
dence as  to  why  it  recommends  the  use 
of  any  given  combination.  In  this  ap- 
praisal, emphasis  should  be  placed  on 
matching  the  media  profile  with  the  pro- 
file of  the  audience  to  be  reached.  This 
eliminates  selection  of  media  merely 
because  of  its  costs  or  because  it  happens 
to  appeal  to  certain  members  of  the 
commodity  organization. 

Another  important  decision  which  must 
be  made  in  the  promotion  plan  is  that 
of  scheduling  the  planned  promotional 
activities  to  fit  in  with  other  phases  of 
the  marketing  program.  In  this  con- 
nection, maximum  flexibility  is  required 
so  that  plans  can  be  changed  in  response 
to  sudden  or  unexpected  changes  in  other 
marketing  operations.  Coordination  of 
promotion  with  other  marketing  activities 
deserves  special  attention  since  the  per- 
formance of  these  functions  frequently 
are  under  separate  and  widespread  man- 
agement. Thus,  constant  review  of  pro- 
motion plans  and  consequent  readjust- 
ments are  a  basic  necessity  during  the 
entire  period  of  promotion. 


Organization  and  Control 


The  survey  included  questions  which 
were  aimed  at  finding  out  the  way  in 
which  promotional  groups  are  organized 
to  exercise  control  in,  carrying  out  the 
promotional  plans  and  to  insure  that 
promotional  practices  and. procedures  are 
being  executed  in  accordance  with  stated 
policies     and     objectives.        Such    follow- 


up    is    essential    to    obtain  maximum  ef- 
fectiveness from  the  group' s  expenditures. 

The  findings  indicated  that  in  the  ma- 
jority of  cases  the  board  of  directors 
was  the  sole  determinant  of  advertising 
and  promotional  policies  of  producer- 
promotion  groups.  Marketing  cooper- 
atives   were    more    inclined  to   place   the 
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primary  responsibility  for  determining 
promotional  policy  in  the  hands  of  their 
chief  operating  executive  or  other  mem- 
bers of  its  permanent  staffo  Commercial 
food  fyrms  generally  assigned  this  re  = 
sponsibility  to  a  committee. 

For  producer  supported  organizations, 
it  would  appear  that  the  policy  of  having 
promotional  policies  submitted  to  the 
governing  body  of  the  organization  is 
sound.  Otherwise,  it  would  not  be  pos- 
sible for  the  governing  body  to  discharge 
its  responsibility  to  the  membership.  The 
professional  staff  and  advertising  agency 
should  be  assigned  the  responsibility  of 
developing  policy  recommendations.  How- 
ever, final  approval  should  rest  with  the 
board.  The  board  also  should  conduct 
periodic  reviews  to  determine  whether 
policies  are  being  carried  out  as  pre  = 
scribed  and  objectives  of  the  promotional 
program  are  being  obtained. 

Most  of  the  commodity  groups  and 
marketing  cooperatives  indicated  that  once 
policies  and  objectives  were  established, 
control  and  followup  as  well  as  coordi= 
nation  were  the  sole  responsibility  of 
the    chief    operating    executive    or    one    of 


his  key  assistants.  The  specific  organ- 
izational structure  established  under  the 
chief  operating  executive  to  get  the  job 
accomplished,  however,  varied  consider^ 
ably  from  one  group  to  another  depending 
upon  the  size  of  its  promotion  budget 
and  the  kinds  of  promotional  activities. 
In  some  organizations,  the  chief  executive 
had  sole  responsibility  of  media  adver  = 
tising,  public  relations,  dealer  service, 
and  market  research. 

Two  questions  arise  about  this  kind 
of  organizational  structure.  First,  can 
one  individual  effectively  control  so  many- 
activities  without  spreading  himself  too 
thin?  Second,  does  the  group  have  as 
many  promotion  specialists  as  are  needed? 
Close  supervisory  control  is  desirable 
in  all  areas  of  the  group's  activities, 
but  especially  so  where  a  field  staff  is 
utilized.  Field  representatives  are  gen- 
erally given  the  responsibility  of  main- 
taining contacts  with  the  distributive  trade 
to  establish,  expand,  or  maintain  whole- 
sale and  retail  outlets.  In  view  of  the 
critical  role  this  function  plays  in  suc- 
cessful promotion,  a  staff  specialist  to 
assume  primary  responsibility  in  this 
area  would  appear  to  be  a  prime  requisite. 


Cli-ent-Agency  Relationships 


The  findings  of  this  survey  showed  that 
many  commodity  groups  did  not  follow 
a  well-defined  procedure'  in  the  selection 
of  an  advertising  agency.  In  fact,  nearly 
one -half  said  they  didn't  establish  any 
specific  criteria  for  agency  selection. 
Yet,  the  success  of  a  promotion  campaign 
might  well  hinge  on  the  caliber  of  the 
advertising  agency  and  the  extent  to  which 
explicit  provisions  are  made  for  the 
free  communication  of  ideas  and  plans 
between  the  agency  and  the  client.  Thus, 
it  is  obvious  that  producer-promotion 
groups  need  to  give  more  detailed  con- 
sideration to  agency  selection. 

Criteria  for  selecting  a  specific  adver- 
tising agency  will  vary  from  one  organ- 
ization to  another,  depending  upon  its 
specific  needs  and  requirements.  An 
important     criteria     in    agency     selection 


is  to  determine,  and  preferably  set  down 
in  writing,  the  specific  services  the  par- 
ticular promotion  group  needs  from  an 
agency.  A  list  of  potential  agencies  to 
fulfill  these  needs  can  then  be  developed 
by  reviewing  published  materials,  such 
as  magazines  devoted  to  advertising,  etc., 
and  by  directing  inquiries  to  such  organ- 
izations as  the  American  Association  of 
Advertising  Agencies.  The  primary  focus 
of  the  review  and  inquiries  should  be 
on  such  areas  as  the  training  and  ex- 
perience of  the  agency,  record  of  past 
performances,  facilities  for  performing 
the  tasks  that  will  be  required  in  the 
present  under-taking  and  general  finan- 
cial stability.  These  qualifications  are 
illustrative  rather  than  all  inclusive* 
Those  advertising  agencies  that  appear 
to  be  qualified  can  be  further  evaluated 
by   giving   them   an   opportunity   to    review 
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and  analyze  the  producer  group's  ob- 
jectives and  to  make  presentations  of 
proposals  and  services  they  could  pro- 
vide. This  procedure  provides  a  sound 
basis  for  selecting  the  best  qualified 
agency. 

The  survey  results  indicated  that  com- 
munication between  agency  and  client 
did  not  appear  to  be  a  major  problem 
area  although  some  improvements  are 
needed.  Primarily    there    is    need    for 

clarification  of  responsibilities  over  pro- 


motional  matters  within  the  commodity 
organization.  Often  diffusion  of  respon- 
sibility makes  it  difficult  for  an  agency 
to  be  certain  "who  is  to  do  what," 
especially  in  those  matters  involving  a- 
gency-client  communications  and  rela- 
tionships. Agency  services  can  be  made 
more  efficient  if  clear  lines  of  com- 
munication are  established  with  those 
members  of  the  client  organizations  who 
have  responsibilities  in  specific  pro- 
motional areas. 


Marketing  Research 


Marketing  research  played  only  a  sec- 
ondary role  in  determining  market  and 
promotion  objectives,  and  evaluating  the 
effectiveness  of  the  programs  of  the 
groups  surveyed.  This  is  understandable 
if  one  considers  the  size  of  the  budgets 
of  these  groups  and  the  magnitude  of  the 
undertaking       which"  they    face.  Most 

groups  do  not  have  sufficient  income  to 
conduct  a  promotional  program  and  at 
the  same  time  conduct  a  comprehensive 
research  program  to  aid  in  planning 
and  evaluating  their  programs.  Notwith- 
standing  budgetary  limitations,  the  de- 
velopment of  a  consistent  program  of 
marketing  and  promotion  research  would 
seem  advisable.  Such  a  program  can 
be  of  moderate  proportion,  utilizing  mar= 
ket  information  developed  by  the  U.  S. 
Department  of  Agriculture,  State  colleges, 
trade     associations,    and    other     sources. 


Cooperative  relationships  could  be  de- 
veloped with  public  agencies  to  conduct 
research  to  solve  specific  problems  or 
such  research  could  be  contracted  with 
private  research  organizations.  Also, 
the  research  facilities  of  advertising  a- 
gencies  can  be  utilized  on  a  fee  basis 
to  develop  specific  information  needed 
by  the  group. 

Use  of  an  advertising  agency  to  evalu- 
ate the  program  it  is  carrying  out  for  a 
client  is  not  recommended.  Appraising 
the  effectiveness  of  its  own  program 
would  place  the  agency  in  the  position 
of  being  both  the  defendant  and  the  judge. 
This  is  not  advisable  and  is  likely  to 
adversely  affect  the  agency's  performance 
in  its  primary  responsibility  of  demand 
creation. 
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